Determine mission & purpose

Direct planning process

Approve long range goals, including financial need
Approve annual objectives

Revise by-laws, as needed
Estab fundrai_sing expectations & solicit donatlons

Approves performance schedule

Oversee services & program evaluation

Ensure adequate resources

Finalize & approve budget

Approve expenditures outside authorized budget

Hire Executive Director
Makes decision to add staff
Provides performance seif-assessment report

Interpret & enhance organization's public image

identify & assign committee members
Appolnt Committee Chalr & hold accountable
Recruit new Board members

Secretary takes minutes at Board meeting

Sign all legal documents

Serve as Court of Appeals

PLANNING ACTIVITIES
Conducts operational functions

Formutate annual objectives
Prepare G&O performance reports

Organize fundraising campaign
PROGRAMMING ACTIVITIES

Assess & report customer/community neads

ED negotiates contracts

Maintain program records & prepare reports

ED prepares preliminary budpet
Maintain expenditures within budget
Annual audit of organization accounts
B 'PERSONNEL ACTIVITIES

ED hires, directs & discharges staff members

ED settles discord among staff

ED prepares staff performance reports
COMMUNITY RELATIONS

Prepare & submit media releases

Prepare & submit advertising

BOARD COMMITTEES

Prepare exhibits, materlal & proposals for Board

F/up to insure Implementation of Board decisions

Ensure effective planning
Provide long range goal input

Monitor achievement of goals

Menitor fundraising progress

Proposes performatice programs

Effectively manage resources

Markets facliity & programming

Provide organization linkage with other orgs
Plan & organize annual awards dinner/fund raiser

Plan & propose committee organization
Promote Board/Committee atttendance

Plan agenda for Board meeting
ED or appointee takes hotes at Board meeting

Checks require two sigs over set dollar amount
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v VOLUNTEERS PERFORMING ARTS ALLTANCE

VISION

To provide a venue for the performing arts that meets the
needs of this community as it grows.

MISSION STATEMENT

e To promote the arts for The Villages and surrounding
communities by providing artistic, cultural, educational,
civic, saocial and entertainment opportunities

e To provide a state of the art facility whereby patrons can
~ enjoy such opportunities in comfortable and handicap
friendly surroundings

e To provide a venue for the residents of The Villages and
surrounding communities to share their talents and skills
as both performers and educators

e To provide an opportunity to introduce cultural, technical,
and artistic components of performing arts into the
curricutum of students from surrounding communities
schools.



VILLAGERS PERFORMING ARTS ALLIANCE

Goal: To build a Performing Arts Center to serve the residents of this Tri-County
area of Central Florida.

VPAA, who are we: The VPAA is an independent, non-profit organization dedicated to improving the
cultural and performing arts venues for the Tri- County area of Central Florida. The vast majority of
volunteers are residents of The Villages, thus our focus and scope.

Our more than seven hundred volunteers have appropriate backgrounds to accomplish this important project,
including experience in theater and the arts, business, finance, law, accounting, engineering, grant writing,
human resources, fund raising, computer science, communication, and education.  Since spring 20006, a
tremendous amount has been accomplished. Artistic and architectural visions have been projected, non-profit
status through Section 501©3 of the US Tax Code has been obtained, volunteer teams have explored issues,
and workshops in fund-raising and planning have been conducted.

Why: This arca of Central Florida is changing drastically — from a laid-back rural community to a dynamic
and upbeat urban area, with increasing commercial, retail, and residential development. This density of
population drives expectations of excellence not only in such aspects of community, but also in opportunity
to experience music, theatre, and other cultural pursuits. An added advantage of community cultural activities
is its impact on children. It’s known that children and young adults who are involved in such activities are
more likely to seek positive community efforts when they grow up. By providing a facility to serve all
communities and age groups in this Tri-County area, we also hope to improve the quality of life for all.

Use: The Performing Arts Center is envisioned to incorporate several theatrical venues, each of which will
serve its own unique purpose of hosting theatrical productions, film festivals, workshops, educational classes,
and rehearsal space. Each theatre will work in conjunction with the others to positively affect the life style of
those of us living in this area, The facility is envisioned to be approximately 35,000 sq. ft building, and
feature:

A large 1200 seat theatre.

Capability to accommodate small theatre venue (350 seats) thru us of “drop curtain®.

A black box theatre that will accommodate 120 to 200

Raked or sloped seating space with state-of-the-art ergonomic theatre seats

Artist exhibit space will be incorporated into the overall design

Meeting space for community/civic groups

Rooms for drama, dance, music, and technical classes

Affordable performances (average tickets - $15 to $30)

Emergency shelter space in central core of facility.

® ¢ & o & & € © ©°

Current Focus: The VPAA is currently seeking a partnership refationship with a landowner or developer
who would value the opportunity for such a facility to be incorporated into their community design. We
believe our concept will bring value to such community planning, and are willing to work with such
developers in accommodating specific needs as required.

Benefit to Community: Classes will be offered to students of the local schools in art, music, drama,
theatrical technology, set design, etc.; citizens will enjoy high quality performances of varied artists,
performers, and educators at affordable prices; and the facility will serve as a community emergency
shelter.

Additional Information: Check our web site to learn more: wwiw.vpaa.org.

Or, contact Richard St. Amant, President, at (352) 259-7931.

Open meetings are held the first Monday of most months at Laurel Manor Recreation Center in
The Villages from 6:30- 8:30 pm.



VPAA Feasibility Study
Winter, 2007-2008

Executive Summary/Action Plan

[n 2006 the VPAA, a group of individuals committed to improving the
quality of life for all residents in the Tri-County area, began a quest for a
cultural and performing arts center to serve this area. [n fall, 2007, a
consulting firm, Donovan Management, Inc, was hired to conduct a
Feasibility Study that would determine the likelihood of raising funds for
such a project. The methodology included interviews with more than 50
business, professional, community, and government leaders firom the
region. The results were positive, but they also identified a few obstacles.

The biggest issue facing the process is location. Thus far, promises or
suggestions of land have been obtained, but nothing that has been firm or
concrete. The VPAA and its volunteers have responded to an on-line
survey (copy attached) that indicates they prefer such a facility to be
located in or near The Villages, and widely accessible to residents of The
Villages. The Feasibility Study identified that for the fund raising
campaign to commence, the land must be donated outright as a lead gift to
the campaign, as zoning, the cost of purchasing land, and the difficulties
associated with negotiating a sale are too cumbersome a process to be
undertaken at this time. The VPAA is a 501C3 organization, so there
could be tax benefits for such a donor.

Trying to build such a facility to serve just the community of The Villages
would be a most difficult task. There could be opposition from both
government and business leaders. There is also some question as to
whether all the funds could be obtained from residents of The Villages,
given that such residents are “retired”...and although they might be willing
to donate, it would be either smaller amounts or the larger pledges would
not materialize until after their death (which presumably would be some
time in the future).

The VPAA is encouraged to explore partnering with other entities in the
surrounding areas, and truly make the focus a  Tri- County effort. It was
strongly recommended that efforts be made to explore opportunities to
partner with PALS and Lake Sumter Community College, where the
capital fund raising campaign is already underway.

Dec 2008, VPAA



The VPAA is most interested in working with other entities and
communities in the surrounding areas, and the VPAA has been exploring
the potential of providing educational, cultural, and performing arts
activities that would benefit everyone, not just The Villages residents. In
expanding to involve those outside of The Villages, one of the major
obstacles identified was the name: Villagers Performing Arts Alliance. In
February, 2008, the name was revised to Volunteers Performing Arts
Alliance, thus retaining the “brand” of VPAA.

It was perceived by interviewees that the original plans for the theatre
complex are “overly ambitious” for a new nonprofit organization. The
VPAA was encouraged to scale back the size of the PAC so that the core
building can be built and other rooms and spaces added in later years, It
was strongly suggested that the financial goal be modified to
approximately $15M, with $10M for the building and $5M for an
endowment. However, the amount of land to be procured will not be
reduced; a total of at least 20 acres is needed for this project.

Based on this revised footprint for the building, a Cash-Flow-Pro-
Forma/Business Plan needs to be devised to address the concerns voiced
by some interviewees in this study who questioned the ability to operate a -
Performing Arts Center with a positive cash flow. The plan’s timetable
will take the VPAA from the cost of the fund raising campaign, through
actual construction and to the completion of the first two seasons of
operations. Prior to the end of that timetable, a revised plan will be
developed for subsequent years.

Reference was made to the fact that the VPAA, unlike its counterpart
PALS, does not qualify for matching funds from the State of Florida. The
VPAA does qualify for corporate matching funds from major U.S.
corporations that match current or former employee gifts to the arts.
However, without matching gifts from the State, residents of The Villages
and surrounding communities would have to be extraotdinarily generous in
their philanthropic support to achieve the fund raising goal. Other
opportunities for funding are also being researched.

it was perceived by study participants that establishment of an endowment
must be part of the initial phase of the fund raising campaign. A suggested
$5M endowment objective was viewed by the vast majority of the study
sampling as a necessary first in gift that would greatly improve the
VPAA’s ability to operate the PAC with a positive cash-flow, as well as
Dec 2008, VPAA



engender contidence that the campaign has a solid base from which to
proceed in asking for additional major gifts. Furthermore, with a $5M
endowment, other potential donors would be less concerned about the
ongoing operating costs of the PAC and focus more on the brick/mortar
part of the campaign.  Another incentive for donors to make major gifts
is the opportunity to name a place or space in the building in honor or in
memory of themselves or a loved one. A more extensive listing of such
opportunities will be incorporated in the Business Plan.

Based on the findings of this report, Donovan Management did indicate
thata capital campaign would be feasible for the VPAA. The stages
should be spread over three years, with $5 Million phase one philanthropic
fund raising goal is feasibie over an initial two year period. (This would be
contingent upon the donation of land and $5 Million endowment gift or
pledge as mentioned previously.) The combination of donated land, a $5
million endowment gift, and completion of the phase one goal of $5
million would give the campaign credibility, enthusiasm, and momentum
to raise the remaining $5 million of a $10 million building goal in year
three of the capital campaign.

ACTIONS:

Upon receipt of the Feasibility Study Report, two task forces were
established to study the report in-depth, and make recommendations to the
VPAA Steering Committee as to actions to be taken. There were
approximately 30 individuals involved in these task forces. A facilitator
Was employed to assure continuity of review of the data. The
recommendations of both task groups were then presented back as a group,
and priorities established. The following are the actions as recommended
by these groups, which were reported at the January Volunteer meeting,
and have become the new “action items” as highest priority for the VPAA
Steering Committee in 2008:

1) Revision of building size and scope (communicated to Architect
December, 2007)
2) Committee established to expedite discussion with interested parties
relative to partnership and/or land donation, (begun December, 2007)
3) Committee to establish liaison with surrounding communities, and identify
members for an “Advisory Committee” to work with VPAA,
(begun January, 2008)

4) VPAA name revision enacted February 6, 2008. New name: Volunteers
Dec 2008, VPAA



Performing Arts Alliance, retaining the “brand” of VPAA.
5) Establish an Advisory Board that provides input and presence from
areas and communities outside of The Villages, to assure a Tri-County effort.
6) Pursue discussions with PALS/ LSCC to determine potential for
Joining efforts. (completed January-F. ebruary, 2008)
7) Task Force established to create a Cash-Flow-Pro-F orma/Business
Plan. (begun February, 2008- contract awarded to AMS Fall, 2008)
8) Task Force established to explore funds and grants options open to
VPAA, once land and endowment obtained.
9) Task Force to revise the listing of “naming opportunities” as major
gifts opportunities portion of capital campaign.
10) Hire a part-time Administrator (completed April, 2008)

In 2008, highest priority is being given to two specific actions:

a) obtaining a commitment for land
b) identifying funding for $5M endowment.

Dec 2008, VPAA



AMS Consulting

Volunteess Perfotming Ants . \lance Vi22h 2008

Executive Summary

The Villages and the tri-county area are growing communities that possess demographic
and litestyle characteristics that are positive for participation in the arts. There is already
a considerable level of arts activity locally providing some competition for attendance;
however, currently not at the envisioned level of quality.

AMS modeled a facility with year-round activity, with performances multiple times per
week in the day and evening leading to a total of 200 performances each year, Of that,
60% of the activity are professional productions, 30% local VPAA performing arts
groups and 10% other community usage.

AMS studied four comparable venues to benchmark programming, ticket prices,
presenting models, rental rates and policies, staffing and operating economics. Based on
the intended activity level and using information from case study research, a base line pro
forma operating statement was developed .

The operating model for a performance venue of this nature requires careful balance
between standard of quality (as reflected by cost of productions, fevel of service and
Jbuilding operations expense) and ticket prices. Most operate with a level of subsidy
required; often an annual fundraising campaign, memberships or sponsorships, public
sector support for operations and endowment complete the revenue picture.

The new facility has an annual operating budget of $3.7 million. The organization bears
significant responsibility for programming, and more than 60% of the operating costs are
programming related, This underscores the impact on operations from the stated desire to
bring in high-quality artists and entertainers not currently playing in area venues,

Ticket prices are projected to be modest in keeping with current reality at The Villages.
Programs bring in more revenue through ticket sales than they cost; however, the net gain
is insufficient to cover overheads and building occupancy costs.

The second significant source of revenue is from rentals by outside organizations. Rental
tates and other costs to local organizations are projected to be slightly higher than at the
Savannah Center.

Even with proceeds from a $5 million endowment incorporated into the model, the
operating statement shows a loss of $725,000 annually. That figure could be reduced by
putting artist fees and/or ticket pricing more into balance. If Artists Fees are reduced by
20%, the operating statement shows a loss of $183.000. Copy of the Pro-Forma results
are attached.

Facilities of this nature generally do require an operating subsidy. Comparable facilities
manage operating losses through a combination of annual fundraising, event
sponsorships, membership campaigns and presenting partnerships,



‘| VOLUNTEERS PERFORMING ARTS ALLIANCE

President:
V. President:
Marketing:

Publicity:

Nominating Chair:

Office Manager:

VPAA Address:

Key Contacts:

Richard St. Amant
(352) 259-7931

Jean Corley-Wix
(352) 750-4481

Barbara C. Hays
(352) 753-8877

Ann PerdeW
(352) 753-7077

Tom Bender
(352) 259-2305

Barbara McGann
(352) 751-6743

P.O. Box 2201

Lady Lake, Florida 32158
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